I used data collected at a radiology department to examine the effects of a personality trait -self-monitoring -on the occupation of structural positions in the networks of affect-intensive positive and negative social relations at work and in turn the effects of these positions on individuals' workplace performance. Results revealed that high self-monitors, being more adaptive, were more likely to occupy prominent positions in the friendship network, but at the same time reported having more negative relations with others. Moreover, these structural positions in the social networks of affect-intensive relations were systematically related to individual work performance; prominence in the network of friendship ties was associated with higher workplace performance, whereas a larger number of negative relations had a negative effect on performance. As a result, self-monitoring seemed to be a double-edged sword for ratings of performance: High self-monitors received both benefits and detriments of the structural positions they occupied. The implications and limitations of the present study are discussed.
INTRODUCTION
Albert Einstein was in his youth expelled from high school for his unorthodoxy and was later described by his colleagues as a "creator and rebel" (Pyenson, 1985: 160) .
He was infamous for his negative attitude towards formal mathematics ("I do not believe in mathematics" (ibid: 21)). The success of Einstein's career as a physicist in the field dominated by mathematical formalism heavily depended on the support from a friend and a respected colleague. Max Planck, at that time editor of the prestigious physics journal Annalen der Physik, accepted Einstein's work for publication with the argument that "the measure of the worth of a new physical hypothesis lies not in its vivid expression but in its ability to perform well" (ibid: 195) . Other biographers noted that this relation was of importance also in a later stage of Einstein's career.
After publication of the special theory of relativity, Einstein was unhappy about his position at the Berlin University. "The antagonism of the anti-Semites and the attacks of various groups opposed to his theories and his very Jewishness were weighing heavily on him. … It was largely due to the pleas of his friend and colleague Max Planck, who abhorred the abuse hurled at Einstein, that he stayed." (White & Gribbin, networks was not significantly associated with student grades. Surprisingly, Baldwin et al. (1997) found that the presence of adversarial ties in student teams was significantly predictive of better team performance. Studying social networks and work performance of employees of a high technology firm, Mehra et al. (2001) found that friendship betweenness centrality (people with friendship relations to otherwise disconnected others) was positively associated with work performance, whereas the number of outgoing workflow ties (workflow outdegree or size of one's workflow network) was negatively associated with performance. Sparrowe et al. (2001) found that indegree centrality in advice networks (the number of incoming advice relations, being approached for advice) was positively related to individual work performance, whereas indegree centrality in hindrance networks (being object of relationships with coworkers who thwart task behaviors) was negatively related to individual work performance. These studies, although few in numbers and presenting mixed findings, demonstrate the importance of embeddedness in social network for work performance.
It is widely recognized that individuals might be differentially predisposed by nature of their personality to attain and occupy a certain position within social networks (e.g., Mehra et al., 2001; Klein, Lim, Saltz, & Mayer, 2004) . Selfmonitoring, a personality trait reflecting an individual's capacity for monitoring and control of expressive behavior and self-presentation (Snyder, 1974) , was found to be particularly useful in explaining differences in the formation of social ties. It appears that individuals high in self-monitoring tend to seek positions connoting high social status whereas individuals low in self-monitoring tend to seek homogenous close and stable social relationships (Day & Kilduff, 2003; Gangestad & Snyder, 2000) . These differences may, in turn, influence work-related outcomes: In the study of Mehra et al. 6 (2001) self-monitoring and centrality in the social network predicted work performance independently from each other. In addition, high self-monitors tended to occupy strategically advantageous positions in the friendship networks at work and have larger workflow networks than low self-monitors.
The present study aims to contribute to this area of research by theoretically and empirically exploring the links between self-monitoring orientation, affectintensive work relations (friendship as well as negative ties), and individual work performance. Recent work explored these links in the context of positive work relations (see Mehra et al., 2001) . Despite of the known negativity bias and differential impact of positive and negative affect, such that negative events and interactions tend to have a stronger effect on individual cognition and behavior (cf. Cacioppo, Gardner, & Berntson, 1997; Rozin & Royzman, 2001; Taylor, 1991) , Day and Kilduff (2003) concluded that "there is little in the published literature on negative ties" (p. 216). In addition, several researchers argued that negative relations at work might have a greater explanatory power for work-related outcomes than positive relations (Brass & Labianca, 1999; Labianca, Brass, & Gray, 1998; Labianca & Brass, in press) . Indeed, there is some empirical evidence of the detrimental effects of negative relations on an individual's performance -e.g., Sparrowe et al. (2001) found that being object of hindrance ties was associated with lower performance.
However, the question of how self-monitoring relates to the formation of negative relations and in turn impacts on individual performance has remained largely unexplored. In the present study I will explicate and test how self-monitoring relates to the positions in both positive and negative affect-intensive networks and how these positions, in turn, relate to work performance. Studying embeddedness in the social network of affect-intensive positive and negative relations I will focus on two specific characteristics that I expect will be related with self-monitoring orientation: the number of incoming friendship ties (being object of friendship relations) and the number of outgoing negative ties (reporting existence of negative relations with others). In other words, according to the self-monitoring theory what typifies high self-monitors is their ability to be perceived positively by others, to be seen as a friend. However, their activity in the political arena of organizations tends to result in confrontation with negativity in social relations -disliking others.
THEORY

Self-Monitoring and Social Relations
Self-monitoring is a personality trait referring to an individual's tendency to observe and control his or her expressive behavior according to interpersonal cues for situational appropriateness (Snyder, 1974) . Gangestad and Snyder (2000) describe the differences in cross-situational consistency of behavior between high and low selfmonitors in the following way: High self-monitors, seeking to promote a desired public image, are sensitive to situational and interpersonal cues and regulate their expressive self-presentation. Low self-monitors lack either the motivation or the ability to regulate their expressive behavior in this way and express behavior that is consistent with their inner attitudes and beliefs. Thus a high self-monitor in any social situation would ask: "Who does this situation want me to be and how can I be that person?" Whereas a low self-monitor would ask: "Who am I and how can I be me in this situation?" (Snyder, 1987: 32) .
In addition to differences in monitoring expressive behavior and selfpresentation, high and low self-monitors differ in their approach to creating and managing their interpersonal relations. High self-monitors possibly use their social relations as a means for impression management (Gangestad & Snyder, 2000) . They tend to be more pragmatic and utilitarian, investing less emotional commitment in their relations (Snyder & Simpson, 1984) . On the contrary, low self-monitors tend to be driven by self-validation motives (Gangestad & Snyder, 2000) . They choose relations based on shared values, tend to develop strong affective bonds and maintain them for a long time (Snyder, Simpson, & Gangestad, 1986) . Moreover, high selfmonitors tend to choose specific partners for different activities based on their partner's skill in particular areas, whereas low self-monitors choose their partners on the basis of general likability and tend to retain the same partners for many, sometimes for most, of their activities (Snyder, Gangestad, & Simpson, 1983 ).
The differences in interpersonal orientations of high and low self-monitors can influence their embeddedness in social relations at work. A typical characteristic of high self-monitors is their ability to impress and entertain and to play on others' expectations in order to get along and be liked (Snyder, 1974) . High self-monitors as compared to low self-monitors are more skilled at decoding and reading others (Mill, 1984) and they seem inclined to rely on overt, clear, and typified interpersonal cues to what sort of expressive behavior is called for in a given situation (Schwalbe, 1991) .
The external orientation of high self-monitors seems to be effective in the sense of pleasing others and winning their favor. For instance, Flynn, Chatman, and Spataro (2001) found that self-monitoring moderated negativity of impressions formed of demographically different coworkers in such a way, that demographically different coworkers who were high self-monitors engendered more positive impressions than their low self-monitoring counterparts. In a similar vein, Turnley and Bolino (2001) found that high self-monitors could use impression-management tactics more effectively than low self-monitors. In particular, high self-monitors appeared to be more adept at using ingratiation, self-promotions, and exemplification to achieve favorable images among their colleagues. Both the external orientation and the effective use of impression management techniques may result in a greater popularity of high as compared to low self-monitors. I therefore predict:
Hypothesis 1: Higher self-monitoring is associated with more incoming friendship relations.
The other side of the coin includes the possible negative consequences arising from the interpersonal orientation of high self-monitors. First, high self-monitors are able and willing to change their opinions and disguise their feelings in order to please someone or win their favor (Snyder, 1974) . Creating a "facade of conformity" (Hewlin, 2003) may eventually lead to inconsistency in felt and expressed attitudes and thus to experiencing psychological and emotional distress (Grandey, 2003; Morris & Feldman, 1996; Morris & Feldman, 1997; Tunnell, 1984 ). The experienced distress could then induce a development of a negative interpersonal schema. Second, high self-monitors, seeking the social spotlight, tend to cross social divides and establish relations with heterogeneous others (Day & Kilduff, 2003; Gangestad & Snyder, 2000) . For example, one recent study of networks in academia demonstrated that high self-monitors tended to have a greater number of high status friends and mentors (Mehra, Leonard, & Katerberg, 2003) . In general, being connected to a larger number of different individuals at work and spanning social boundaries may include being confronted with possibly heterogeneous expectations of these others. In a metaanalysis of the correlates of role conflict and ambiguity Fisher and Gitelson (1983) identified occupancy of boundary spanning positions as a significant predictor of role conflict. In this way negative interpersonal schemas can follow from the tendency of high self-monitors to span boundaries. Third, Toegel, Anand, and Kilduff (2003) found that high self-monitoring managers as opposed to their low self-monitoring counterparts tended to be called upon to help others deal with their negative emotions.
As a result, high self-monitors may be more likely to develop negative interpersonal orientations. These lines of reasoning all point in the same direction leading to the following hypothesis:
Hypothesis 2: Higher self-monitoring is associated with more outgoing negative social relations.
Social Relations and Individual Performance
Positive social relations at the workplace provide an individual with access to instrumental and expressive resources needed for high performance. Lin (2001) offers four ways in which social networks enhance instrumental outcomes of individuals' actions: (1) Social ties can facilitate flow of information, (2) they may exert influence on others who are critical in decisions involving the individual, (3) they are considered to be the individual's social credentials, and (4) they are expected to reinforce the individual's identity and recognition (Lin, 2001) . At the same time, social ties are valuable sources for affective outcomes (such as life satisfaction and mental and physical health) as they represent sources of social support. In line with this argument, friendship groups were found to perform significantly better than acquaintance groups on both decision-making and motor tasks (Jehn & Shah, 1997) .
The access to resources embedded in social networks of organizations is not equally distributed among all individuals. Centrally located individuals with more incoming friendship ties are better positioned to monitor the flow of information and to gain social support in times of need which is likely to improve their performance, as predicted in the following hypothesis:
Hypothesis 3: More incoming friendship ties are associated with a higher individual performance.
Conversely, negative social relations at the workplace may prevent an individual from accessing instrumental and expressive resources. Negative social ties are characterized by avoidance, interference, and threat (Labianca & Brass, in press; Sparrowe et al., 2001) . Because threat and anxiety produced by negative relations have the capacity to distract from the current tasks and to inhibit people's cognitive functioning in processing complex information (Staw, Sandelands, and Dutton, 1981) , individuals involved in negative relations may work less effectively and/or produce suboptimal products. Interpersonal dislike is also often accompanied with uncomfortable feelings like annoyance, anxiety, and anger (Jehn, 1995) , which may diminish any expressive resources gained from the interactions. Thus, interpersonal dislike in the form of "enduring, recurring set of negative judgments, feelings and behavioral intentions toward another person" (Labianca & Brass, in press: 5) affects both instrumental and expressive outcomes leading to lower workplace performance.
In contrast to positive relations that provide social support, having more negative social relations means being more likely to be distracted or frustrated by negative interactions, experiencing tensions, or in case the negativity is reciprocated (Andersson & Pearson, 1999 ) also potentially becoming targets of purposeful harmful actions by others. This is likely to affect performance. Thus, I hypothesize: High self-monitors tend to have more incoming friendship ties, which positively influences performance, but at the same time they report having more outgoing negative ties, which has a detrimental effect on performance.
METHODS
Sample
A questionnaire survey was conducted at a radiology department of a Dutch hospital located in the south of the Netherlands. Data was collected as part of a larger data collection effort. The full effort consisted of three rounds of data collection and 
Measures
Self-monitoring. I measured self-monitoring using a Dutch language version of the 18-item revised Self-Monitoring Scale (Gangestad & Snyder, 1985; ; translation validated by Vinkenburg, 1997) . argued that the revised scale was more reliable and factorially pure than the originally proposed 25-item scale described in Snyder (1974) . Items include "I would probably make a good actor," and "I have trouble changing my behavior to suit different people and different situations" (reverse keyed). I used a response format based on a 5-point Likert scale as a recent meta-analysis on self-monitoring at work (Day, Schleicher, Unckless, & Hiller, 2002 ) suggested a higher scale reliability for the continuous scoring than the originally proposed true-false scoring. The reliability of the scale used in the present research, assessed by Cronbach's alpha, was .77. I used the mean score over the 18 items as a continuous self-monitoring score.
The construct validity of the Self-Monitoring Scale has been actively discussed (cf. Briggs & Cheek, 1988; Gangestad & Snyder, 2000; John, Cheek, & Klohnen, 1996; Nowack & Kammer, 1987; . Factor analysis conducted on the self-monitoring scores collected for the current study revealed a similar pattern of factor loadings found in these studies. A recent comprehensive review of the self-monitoring literature provided evidence of selfmonitoring as a unitary phenomenon: A wide range of external criteria tapped a dimension directly measured by the Self-Monitoring Scale and approximated by the first unrotated factor (Gangestad & Snyder, 2000) .
The self-monitoring orientation was assessed once, at the first measurement for each respondent. Previous research on self-monitoring supports stability of selfmonitoring as a personality trait. Studies of monozygotic and dizygotic twins indicated that self-monitoring is likely to have a biological basis (reviewed in Gangestad & Snyder, 1985; . Support for temporal stability of the construct comes from test-retest studies conducted over periods of one month to 3.5 months with test-retest reliability estimates ranging from .83 to .77, respectively (reviewed in Snyder, 1987:17) . Finally, Jenkins (1993) argued that, considering accumulated evidence, self-monitoring could be seen as "a stable personality trait throughout one's lifespan" (p. 84).
Social network measures. The sociometric part of the questionnaire assessed two types of relations: friendship, and adversarial. Assessing the friendship network I asked respondents to look down an alphabetical list of all employees and check the names of the people "whom you consider a personal friend, e.g., a person you like to spend breaks with, or with whom you like to take part in different social activities". This question was found to reliably distinguish a 'friendly relationship' from a 'friend' in a validation study, conducted at a dialysis and nursing department of a Dutch hospital (van de Bunt, 1999:97) . Moreover, the question assessing the friendship network in the study of Mehra et al. (2001) was formulated in a similar vein. Following Baldwin et al. (1997) and van de Bunt (1999) I assessed the negative relations asking respondents to check names of the people "with whom you have a difficult relation, e.g., you cannot get along with this person". Both questions were translated (and back-translated) from English to the Dutch language by three independent translators and pre-tested for face validity and acceptability at a different radiology department.
I used the roster method instead of a free recall to collect social network data (cf. Wasserman and Faust, 1994: 46) . That is, I included an alphabetical list of all employees of the department and asked respondents to answer the two questions described above by placing checks next to the names of individuals they considered their friends and adversaries. The roster method is preferred if the network membership is known beforehand, in this case all members of the radiology department, because the list serves as a memory aid to the respondents. In order to limit the measurement error, respondents were not restricted to a fixed number of nominations (Holland & Leinhardt, 1973) .
The data for each relation was arranged in a separate 142x142 binary adjacency matrix at T1 and 139x139 binary adjacency matrix at T2 in the following (Borgatti, Everett, & Freeman, 2002) . The density of the friendship network was .12 at both T1 and T2, and the density of the adversarial network was .03 at T1 and .02 at T2.
To assess centrality of each individual in the friendship network I computed indegree centrality scores (Freeman, 1979) . Indegree is a form of degree centrality that counts only the relations with a focal individual reported by other respondents.
Conceptually, the indegree centrality (also referred to as popularity, prestige or prominence) of an actor increases as the focal person becomes the object of more ties but not when the person him/herself initiates the ties. It can thus be interpreted as the extent to which the focal person controls events or resources that are of interest to others in the network (see also Freeman, 1979; Wasserman & Faust, 1994:174-183) .
In addition to the conceptual reasons outlined above, using indegree centrality scores has two methodological advantages over other measures of centrality. First, compared to the outdegree centrality, indegree centrality does not suffer from limitations of selfreports. Second, compared to several other more elaborate measures of centrality that take into account both direct and indirect ties, indegree centrality does not require symmetrization of the adjacency matrix. Examples of the more elaborate measures of centrality that require symmetrization include eigenvector centrality, a measure based on summed connections to others weighed by the centrality of others (Bonacich, 1972) , and betweenness centrality that measures the extent to which the focal individual connects otherwise unconnected others (Freeman, 1979) . Preserving the distinction between outgoing and incoming relations is crucial, because affectintensive relations such as friendship or adversarial ties may be asymmetrical, as conceptions of closeness and dislike may vary across individuals (Ibarra & Andrews, 1993; Krackhardt, 1990) . Reciprocation rates for the friendship and adversarial relations in the present research were at T1 .28 and .11 and at T2 .26 and .05, respectively.
To assess outgoing negative ties of each individual I computed outdegree centrality scores (Freeman, 1979) . Outdegree is a form of degree centrality that counts all the reported relations of a focal individual to other respondents. Conceptually, the outdegree centrality of an actor increases as the focal person initiates more ties but not when the person him/herself becomes object of the ties. It can thus be interpreted as a measure of the focal person's activity or involvement with others in the network (see also Freeman, 1979; Wasserman & Faust, 1994:174-183) . Outdegree scores may suffer from a possible self-report bias, but do not require symmetrization. Given the relatively low reciprocation rates for both friendship and adversarial relations, I would deem symmetrization as problematic.
Performance. I used supervisory ratings to assess performance. A review of performance evaluations in work settings concluded that subjectivity in supervisory ratings does not lead to rater error or bias and that there are reasons for increased optimism regarding supervisory ratings as "valid reflections of true performance" (Arvey & Murphy, 1998: 163) . To limit the rater bias I informed the ten direct supervisors, who were evaluating 8 to 25 others, that the ratings would remain confidential and would be solely used for research purposes (Harris, Smith, & Champagne, 1995) . I used 4 items to assess performance. Supervisors were asked to indicate on a 5-point Likert scale (ranging from "strongly disagree" to "strongly agree") the extent to which they agreed that (1) "employee's quantity of work is higher than average," (2) "the quality of work is much higher than average," (3) "the employee's efficiency is much higher than average," (4) "the overall job performance of the employee is higher than average." The first three items were adapted from Tsui, Pearce, Porter, and Tripoli (1997); the fourth item was adapted from Mehra et al. (2001) . The questions were translated (and back-translated) from English to the Dutch language by three independent translators and pre-tested for face validity and acceptability with supervisors of each function at the radiology department. The Cronbach's alpha for the 4-items scale was .93 at T1 and .92 at T2.
Control Variables
I controlled for several variables that may influence the independent and/or dependent variables:
Gender. I coded gender as 0 = male, 1 = female. I included gender in the analyses as it may have an impact on network configuration. For example, women tend to be less well integrated into the men's networks, that often form an organization's dominant coalition (Brass, 1985; Ibarra, 1992) . Moreover, gender can bias performance evaluation (Flynn, Chatman, & Spataro, 2001) . Rank. There were four levels in the organization. I coded rank as 1 = nonsupervisory, 2 = supervisory, 3 = unit leader, 4 = manager. Individuals on different levels in the hierarchy have different job responsibilities and decision-making authority. By virtue of their formal rank they may be better predisposed to occupy more central positions in social networks (Ibarra, 1992) .
The control variables gender, function, and rank are nominal. I therefore created dummy variables to differentiate between functions and levels of rank.
Tenure. I coded tenure as the length of time, in years, that the respondents had been employed at the department. Individuals who have been working longer in the department have had more opportunity for interaction with others within the department (van de Bunt, 1999) and may also occupy more central positions in the social networks.
RESULTS
Descriptive Statistics
Table 1 presents means, standard deviations, and zero-order correlations among the variables. Men made up 28 percent of the sample during both measurements and were unequally represented in the five different functions and in the four levels of rank in the department: Most of the radiologists were men, whereas most of the technologists and administrative staff were women. Similarly, men occupied more high-ranking positions in the department. On average, respondents had been with the department for just over twelve years and longer employment was significantly associated with occupation of high-ranking positions.
The pattern of correlations reveals a number of interesting relations between variables in these univariate tests. First, men, employees fulfilling 'higher order' functions and individuals with shorter employment at the department had a higher self-monitoring score. Second, individuals fulfilling 'lower order' functions at T1 and higher self-monitors had a higher score on friendship indegree. Self-monitoring score was also significantly correlated with the number of outgoing negative ties. In addition, females, individuals performing 'lower order' functions, and prominent friends, tended to receive higher performance ratings, whereas the performance of individuals who reported more outgoing negative ties was rated lower. Finally, all three variables measured at both time points (friendship indegree, negative ties outdegree and individual performance) showed reasonable temporal stability with correlations ranging between .60 and .76 over the period of nine months. .76*** .35*** -.21** a coded as 1 = male, 2 = female b coded as 1 = radiologist, 2 = radiology assistant, 3 = technologist, 4 = technology assistant, and 5 = administrative staff c coded as 1 = non-supervisory, 2 = supervisory, 3 = unit leader, 4 = manager d coded as the length of time, in years, that the respondents had been employed at the department + p< .10; * p < .05; ** p < .01; *** p < .001; one-tailed
Self-Monitoring and Social Relations
I used hierarchical regression analyses based on OLS (ordinary least squares) to examine the effects of self-monitoring on structural positions in the social relations (Hypotheses 1 and 2) . Gender, function, rank, and tenure were included as control variables in all regression analyses at the first step. I included dummy variables to differentiate between functions and levels of rank. At the second step, I entered selfmonitoring score. Testing the involvement of higher self-monitors in negative social relations (Hypothesis 2), I analyzed two other regression models. As expected, controlling for gender, function, rank, and tenure, higher self-monitors tended to report having more negative ties at work, thus obtaining a higher score on negative ties outdegree at T1 (β = .23, p < .01) and at T2 (β = .16, p < .10). To summarize, higher self-monitors were by more people seen as friends and they reported being involved in a larger number of negative social relations. 
Social Relations and Individual Performance
I used hierarchical regressions to examine the effects of centrality in the affectintensive social relations at work on individuals' workplace performance (Hypotheses 3 and 4). I entered self-monitoring in the hierarchical regressions to test Hypothesis 5 concerning the mediating effect of self-monitoring on individual performance via the effects on structural positions. Structural positions were included on the next step.
Mediation would be supported if a direct effect of self-monitoring on performance would be reduced or become insignificant after including the variables for structural positions (Baron & Kenny, 1986) . I entered control variables (gender, function, rank, and tenure) on the first step, self-monitoring on the second step, and centrality in the two types of social relations (friendship and negative ties) on the third step. Table 3 presents results of the hierarchical regressions with individual workplace performance as a dependent variable. Models 1 through 4 included the independent and dependent variables at T1, models 5 through 8 included the independent and dependent variables at T2, and models 9 through 12 included the independent variable at T1 and the dependent variable at T2.
Supporting Hypothesis 3, controlling for gender, function, rank, tenure, and self-monitoring, prominence in the friendship network was associated with higher performance ratings at both points in time (β = .21, p < .05 at T1; and β = .29, p < .01 at T2). I found mixed support for Hypothesis 4: At T1 the number of outgoing negative ties was unrelated to work performance (β = -.03, n.s.). However, as predicted, at T2 the outdegree in the network of negative ties was significantly associated with lower work performance (β = -.26, p < .01). The results of analyses of lagged effects (independent variables at T1 on the dependent variable at T2) are similar to the cross-sectional results at T1. Prominence in the friendship network had in addition to concurrent effects on performance at both T1 and T2 also a lagged effect (β = .19, p < .05), whereas the outgoing negative ties did not show a significant lagged effect. Finally, with the exception of negative ties outdegree at T1 and from T1 to T2, the overall model fit significantly improved by entering variables for structural positions in the social networks. To summarize, being a prominent friend was positively associated with workplace performance, whereas having more outgoing negative ties was at T2 negatively associated with performance.
Concerning Hypothesis 5, results of models 2, 6, and 10 reveal that controlling for gender, function, rank, and tenure the direct effect of self-monitoring on individual performance was close to zero and not statistically significant (at T1 β = -.02, n.s.; at T2 β = -.01, n.s.; from T1 to T2 β = -.01, n.s.). Consequently, the overall model fit did not improve by entering self-monitoring score. The effect of selfmonitoring remained insignificant after including variables with structural positions in the social networks. Although I did not find a direct effect of self-monitoring on performance, partial support for a mediation model was found: I demonstrated in separate analyses an effect of self-monitoring on structural positions and of structural positions on performance. Self-monitoring thus seems to affect occupation of structural positions at work and these, in turn, affect performance. More specifically,
self-monitoring appears to be a double-edged sword for the ratings of performance.
High self-monitors tend to be more prominent friends, which positively influences workplace performance, but at the same time they report having more outgoing negative ties, which have a detrimental effect on performance (at T2). 
DISCUSSION
The goal of the present research was to examine the effects of a personality trait selfmonitoring on the occupation of structural positions in the networks of affectintensive positive and negative social relations at work and to examine the effects of affect-intensive social relations at work on individuals' workplace performance. I
found that the more adaptive high self-monitors were more likely to occupy prominent positions in the friendship network (i.e., they were nominated by more people as friends). Also, high self-monitors had a higher outdegree in negative ties network (i.e., they reported having more negative relations with others). Further, prominence in the network of friendship ties was associated with higher workplace performance, whereas a larger number of outgoing negative ties was associated with lower workplace performance. I controlled for gender, function, rank, and tenure in all analyses.
In line with the findings of the study by Mehra et al. (2001) , self-monitoring orientation significantly predicted prominence in the friendship network.
Interestingly, self-monitoring was also predictive of outdegree in the network of negative ties. This suggests that in addition to previously emphasized advantages, there may be a downside to being a high self-monitor in terms of higher probability of initiation of relationships that eventually develop into negative interpersonal schemas.
Prominence in the friendship network and outdegree in the negative ties network significantly predicted workplace performance over and above the effects of control variables. The effects of friendship prominence persisted over both measurements T1 and T2 and I found a significant lagged effect of friendship prominence at T1 on performance at T2. These findings further extend previous research. Being a friend to others at work was found to be important if there were status differences -and perceptions of these status differences -involved (cf. Kilduff and Krackhardt, 1994) . More recent findings of research on the level of groups (e.g., Flache & Macy, 1996; Oh, Chung, & Labianca, 2004) As for the finding in the context of negative ties, previous research has shown that prominence in the network of negative ties is negatively associated with work performance (cf. Sparrowe et al., 2001) . However, I hypothesized that the number of outgoing negative relations is also predictive of lower performance. Although the results at T1 do not lend support for this hypothesis and the effect seems to be concurrent rather than lagged, the effect found at T2 was more convincing. The first measurement took place during a preparation for a large-scale information technology implementation that was accompanied by a redesign of many of the work tasks.
During the second measurement, six months after the implementation, the situation was more stable. It is conceivable that during the upheaval at the start of the implementation both the structural positions as well as individual performance were about to undergo considerable changes and perhaps these (expected) changes could account for the difference in the results for outgoing negative ties. If this interpretation is correct, the results suggest that the number of outgoing negative ties has a significant negative effect on performance in a stable work situation. The lack of significant findings for the lagged effect can be explained by the same argument mentioned for T1. The effects of outgoing negative ties could be suppressed in the wake of a large-scale organizational change. However, it is also possible that outgoing negative ties have a short(er)-term effect on performance that does not persist over a period of nine months. On the basis of the current study it is not clear whether the effects of negative ties on performance are short(er)-term or temporarily suppressed by the organizational change. Future research could shed light on these questions.
Contrary to some of the previous work on self-monitoring and performance, my findings do not support existence of a direct relation between self-monitoring and work performance. One possible explanation is offered by the results of this study. I
showed that self-monitoring is associated with prominence in a friendship network, but also with more outgoing negative ties, one of which has a positive and the other a detrimental effect on performance. If the effects of self-monitoring as argued here were mediated by structural positions and these effects were of comparable strength, the overall effect of self-monitoring on performance would be expected to be negligible. However, the effects of outgoing negative ties on work performance at T1
were not significant and this argument does not offer an explanation for why some of the previous studies did find an effect of self-monitoring on job performance. Several traditionally hierarchical relations between functions (cf. Barley, 1986) . Task interdependence (Thompson, 1967) in this context was primarily sequential (i.e., work and activities flowed between the different functions but only in one direction) rather than reciprocal (where work and activities would flow between the different functions in a reciprocal "back and forth" manner). Also, the organizational culture emphasized high quality in performing relatively well-defined routine tasks. The characteristics of the context could offer an explanation for why I did not find a direct effect of selfmonitoring on workplace performance in the present study. Future research could specifically address the contextual factors under which self-monitoring is expected to predict individual performance.
Limitations
The first important limitation of this study is related to the problem of causal ordering.
For example, in addition to social network positions influencing individuals' workplace performance, it is conceivable that individuals partly shape their social networks according to the work performance of others -good performers could emerge as prominent advisors on work-related matters, whereas bad performers could be disliked. A plausible avenue for future research would be to investigate the structuring as a process over time rather than viewing social structures as given (cf. Barley, 1986 ). This could be achieved by employing models that explicitly focus on network evolution such as proposed by Snijders (2001 Snijders ( , 2005 .
The second potential limitation stems from the fact that the data was collected in one organization, which opens up a question of generalizability to other settings.
The characterizing features of the context were clear hierarchical relations and well-defined differences in knowledge and personal responsibility between different functions. These features might have affected the delineation of social worlds and in turn the emergence of affect-intensive positive and negative relations between individuals, such that individuals fulfilling different functions occupied separate social worlds and formed separate networks (see also Aydin and Rice, 1991; Barley, 1986 ). The differences between the boundary-spanning high self-monitors and their low self-monitoring counterparts, who tend to occupy homogenous social worlds, might therefore be more pronounced in this study than in other settings. Future research could benefit from investigating these phenomena in different settings.
Third, in this paper I provided theoretical arguments for why high selfmonitors are more likely to be involved in outgoing negative relations. However, I
have not specifically tested these (mediation) mechanisms. Future research may fruitfully target the causal mechanisms driving formation of negative ties to shed light on this matter. Similarly, specific mechanisms underlying the effects of friendship indegree and negative ties outdegree on workplace performance of individuals can form an interesting avenue for future research.
Finally, although the dimensions and operationalization of friendship are well described and understood (cf. van de Bunt, 1999) , the dimensions of negative ties were conceptually outlined, but have not been empirically explored so far (cf.
Labianca & Brass, in press). Consequently, in an effort to overcome social desirability bias of respondents, researchers have used different definitions and operationalizations of negativity, varying from avoidance (e.g., Labianca et al., 1998), hindrance (e.g., Sparrowe et al., 2001) , to an adversarial or difficult relation (e.g., Baldwin et al., 1997 , van de Bunt, 1999 . The operationalization of negative ties employed in the present study closely follows the work of Baldwin et al. (1997) and van de Bunt (1999) and is congruent with the recommendations formulated by Labianca & Brass (in press) . Future research could address the differences in operationalizations of negative ties and their implications.
CONCLUSION
In summary, this study clarifies the role of self-monitoring personality in the formation of positive and negative relations and highlights the importance of both positive and negative social ties for work performance. Including the negative side of the "social ledger" (Brass & Labianca, 1999) in the study allowed us to make a significant contribution to the extant literature on self-monitoring and social networks.
I argued that being a high self-monitor is a double-edged sword for ratings of performance. Being a social chameleon allows one to be a friend to many and this may get the high self-monitor an advantage in terms of performance ratings. The cost, however, is that the boundary-spanning social chameleon is more likely to develop outgoing negative ties that are, in turn, detrimental for work performance.
General practical recommendations of network studies related to work performance and career success focus on diversity of ties and taking advantage of structural holes (e.g., Mehra et al., 2001; Seibert et al., 2001) . I have shown that there is a potential downside to this approach of building relations: I argued that boundaryspanning is one of the explanations for high self-monitors to develop outgoing negative relations and I have shown that in a stable work situation such relations hinder workplace performance. Hence, including diversity and building relations to otherwise disconnected others may be a fruitful strategy but it should be employed with caution as it may lead to the development of negative relations. In case the dislike would be reciprocated (Andersson & Pearson, 1999 ) the negative relations may be even more disadvantageous (Sparrowe et al., 2001 ).
